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~| Memorandum t© Deputy Director (Support), 
"Report of Saervay of Clerical Training Pro gras," dated 
2 August 1956 


I 


1. With two exceptions, the Office of Training concurs in the findings 
and reco mmen d a tions concerning derioal training activities contained in the 
referenced report. We do net eoncer in recoinaendationa J> and paragraph 5> 
quoted as fellose : 


*b. The Clerical Refresher Courses be offered from September 
to June only.” 

*c. Two Instructor positions and celling be deleted from the 
present staff strength of the Clerical Training Unit, 

Basic School, OTR," 

2. In the view of Idle Office of Training, recommendation £ ie undesir- 
able for the following reasons: 

a, It proposes a reduction in program services without 
examination of program need. The proposal is based on 
an incomplete analysis of Instructor utilisation, and 
peases over the key question of Agency needs for clerical 
refresher training. 

b. Clerical training. Ilka other forms of training, is a 
service, and It Is particularly true of a service pro- 
vided for students In derioal grades that It mmt be 
available at the convenience of the using components . 

The figures on enrollment In Clerical Refresher Training 
for FT 1956 are attached as fab A. They Indicate that 
the demand for Clerical Refresher Training is relatively 
steady throughout the year, averaging 55 students per 
eourse. During FT 1956 the three months proposed for 
deletion saw a total of 154 students in -tela type of 
training; In other words, no significant seasonal decline 
in enrollment takes place during these three months. 
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o* While the staff study avoids the question of need for 
refresher training. It should be observed that these 
seeds ere real and continuing. They have increased at 
a rate of about 10$ a year during the .paat three years. 

In neat oases, students are assigned by their components 
to Clerical Refresher Training to Beet specific and 
Immediate seeds sedLstiog in their office situations . 

These needs cannot be postponed conveniently except at 
the expense of office or individual interests, further- 
aere, clsserooB capacity will net permit nuking up fully 
a three months* deficit. 

d. Staff capabilities and other factors, notably classroom 
•pass, are relatively fixed. It would sot be poesihle 
to utilise effectively the classroom space allocated to 
Clerical Refresher training for ether purposes during 
the period when the Clerical Refresher instructors, if 
reassigned to work with uncleared personnel, would have 
to teach temporarily elsewhere. 

e. The on# basis for this reewaaendatlon, in fact, is the 
judgment expressed in reacaamsdation j, that two positions 
should be deleted from the Clerical Training faculty. The 
analysis proposes, in effect, that by "borrowing* two 
instructors from eras part of the Clerical Training faculty 
for 25$ dT the year, a saving of two instructors can be 
Bode, without other loss In production, for 100$ of the 
year. To test the soundness of this proposition, on which 
rests even the limited case Bade out for recommendation b, 
we anst amadne recommendation £. 

3. The Office of Training cannot concur in the reoowaendation to 
reduce by two the T/D strength of the Clerical Training faculty, for the 
following reasons t 

a. The Clerical Induction program could not be run satisfac- 
torily with two instructors. The proposal canters on the 
mlt of the Clerical Training faculty dealing with endeared 
and/or unqualified clerical S0D*s. This unit, designated 
Clerical Induction, now consists of a principal instructor, 
three other instructors, and a clerical assistant. The 
sutirs purpose of this training is to build up skills of 
clerical recruits to the nlniwum Agency standards. The 
workload fluctuates directly with the numbers of new SQi'a, 
and inversely with the level of their qualifications . 

Chder a flexible procedure geared to individual students* 
needs, students remain in this training stage for periods 
varying from one to several weeks, and receive instruction 
in up to seven subjects . The total number of students 
handled by Clerical Induction during FT 1956 was 1117. 
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C. 


Th * P*©P«««d reduction to a staff of three, presumably 
\ m Bier instructor, a ^ounaeyimn instructor, and a ? 
waarloal assistant, would be wholly inadequata to handle 
th. ly d of trRlxBM eg ^ & iw.r 

ffllpL idsieJi generally oocur between 15se*^tsmber and 
ff/ 1 ??* "* b B «b®w» the mashers watering Clerioal 
gCTBc tlon each week during the year. Representing 
MWeaing students only, these are turnover figures. The 
however, is represented by the 

Mjgljf'gflf 0r t on-hand H^en?T 

pswnted in Tab 0. Two instructors and a clerical 
assistant oould handle adequately the numbers encountered, 
fbr example, during the weeks of 3 January and 7 On 
KJ /■* eaconple the weak of 3 ftSber, 

be required from other clerical training 
activities . tittle or no advance notice oould be given 
■f m, or even two, instructors would have to be pulled out, 
°, the f ejsfulod clerioal training activities. 

« would, in short, be impossible wider the proposed staff 
®rt to conduct on schedule clerical training services of 
the kind now being provided. 

b * * etaff of two instructors, a van aided by two instructors 
tes^erarily reassigned from the Clerical Refresher activity, 
l;^ 5® to cope with the peak loads. There has 

?* 9 ^Lf®fJ n *tanc®, a midwinter peak, smaller and shorter 
in duration than the sunmar load, but not taken into account 
in the recommendation. As to the summer peak, vs have had 
tortrrtch «™rjr f.olUty with th, 

T»b D ludlottt,, th. it lit udpj 
yiway l, ml wwm, Airing th, amth a? July, 1956, 

mi the average, and a maximum of 201, were 
Ihductitm. As many as fifteen class sessions 

85 2)™ ftXTn • ^kfonaance of the training function 
f«r MWjb calls for us to asst these peaks, as and when they 

»*wtitm would l«m u. with u> M «urS M 
or Being able to do so* 

72 in based is incomplete. 

***** ttm aBd ******* aotJU 
l5~®*t n Thi * ra ' ti0 is arbitrary, and we cannot 

JMST* ** f***^ 10 * 1 ^ ** b® 8 b®® H applied to Qlarioiil 

ij ailing clerical instructors and 
2J*2*f atl0 ifl mt wholly realistic, 

3 S^.S* »t«dy has made an insufficient calculation 

j£ —• ^ time base. We are inclined to believe that 

, t 1 thsm the sotual time spent by instructors 
** -^«iand classroom contact with the students, “Break**- 
tine, and tins amounting to several hours a week for each 
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instructor before and after desses is spent in what 
•aaewnta to individualized last ruction. Such tine Is 
properly a port of the clasinroos base tlas, but it has 
not been accounted for in the analysis. The 40*60 
division of time is at beat a amis of thumb, *«d should 
be interpreted and applied in the litfit of actual practice. 

The analysis of verk loads for the Clerical Training 
faeulty as a whole has 'token no account of non-routine 
and apodal instruction which is given during the period® 
et lessened demand in the major courses . These are 
considerable in the aggregate} sin such special activities 
**• listed in Tab E. Two other addition® are significant. 
Qto is a tenting program, requiring 5 to 15 staff hours 
per week, recently assigned to Clerical Induction (Tab F). 
TMa was briefly acted is the analysis, tut was given 
insufficient weight as a job requirement. The second is 
Ski l l testing for on-duty employees, given twice monthly 
fey Clerical Refresher. Tine axuounting to 10& instructor 
hours per worth, or appreodaatdy 2$ hours per week. Is 
required. 

Jfe account haa been taken in the analysis of the supervisory 
re«|x>ne ibllitios of three senior instructor® reporting to 
the Chief, Clerical Training. The scattered layout of 
elerioal training activities, la Aleott Hall and Quarters 

— S S i .M M.A. . . VW . ■■ - — 


*y», and intennittently[ 


] forces delegation of 


superviaory responsibility by toe Chief. 

The recommendation igaoree the factor of quality. First, 
we have to do a first-class job of clerical training if it 
is to be done at all. In contrast with the business college, 
where the student has made hi® own financial ooamitmsnt, and 
San work well or poorly with no resulting effect on the school, 
we are giving training in a situation where the Agency is 
eosaitted to toe student, has a sizable Investment in him, 
and mat sake him learn rapidly what he need® to know. In 
fact, it is to compensate for toe inadequacies in high school 
and business college training that toe Clerical Induction and 
Clerical Refresher programs eaciat. Consequently, ve have 
emphasized in the past the broadening of training for our 
instructors, of who® not all are ideally qualified. This has 
want a considerable amount of tine devoted to the training 
Of instructors, sosBsvhat beyond toe 5$ level for a period of 
tine. Second, quality of instruction is toe reason for our 
insistence on tine for individual instruction and scsai-tutorlal 
training for selected cases. Third, the basic clerical skills 
constitute a routine field of instruction, in which toe 
individual contacts with students, the constant re-esaualnation 
of teaching methods, and the exploitation of opportunit5.es fear 


25X1 A6A 


Approved For Release 2002/07/10 : CIA-RDP78-04718A002200240010-2 


Approved For Release 2002/07/10 : 


0471 8A00220024001 0-2 


noe-reutins instruction offer the only possible means 
for keeping the teaching staff an their toes. Reduo- 
tloo cf the staff to the point wh ere these Hon-routlne 
teaching cocercisa* would be precluded oeuld only result 
in * lower overall level of toadhing effectiveness. 

4. for these reasons, the Office of training does* not 

eencnr eiSTE^SUailaent of the Clerical Refresher frogram, or in 
nsdewtion of the Clerical Training staff by two persons, this is not to 
say that so changes are possible. If we were able to put the clerical 
tr ai ni n g operation into one building, so that all three phases of the 
progfws were physically olose, it would be possible to Increase the inter- 
change of instwjetore and we hare laid out plans whereby without reduction 
«f training effectiveness, the program oould operate at present levels 
with a total ©f tea people i & chief, seven instructors, and two dorks. 
Alternatively, redaction of olerioal training requirsnsnts would permit 
reduetioh of personnel. However, present space assignments and precent 
loads, with clerical trainees easing through at a rate of over 2700 per 
year, require the present staff of eight instructors, two clerks and a 
chief* 
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Director of Training 

Attachments! 

TAB A - Olerioal Refresher Training Snrollwmt, ft 1956 

TAB B - Clerical Induction Training Enrollment, ft 1956 

TAB C - Olerioal Induction Training, Typical Enrollments, FT 1956 

TAB D - Clerical Induction Training, Instructor Work lead 

TAB 1 - Special Training Activities, Ft 1956 

TAB T m Instructor Hours Required for Testing 
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